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Mobile Internet in Japan: 
Business Tool or Fashion Fad? 
An Interview with School of 
Management Professor N. 
Venkatraman about his journey 
to Japan to research the mobile 
space as part of the Mobile 
Internet Initiative project 
( a Lucentjunded, $10 million, 
three university project). 
What did you go to Japan to learn? 
In the study of the mobile 
internet space, you have to look at 
what the Japanese are doing. 
What's going on in Japan will have 
significant impact on what goes on 
in the rest of Asia and the world. 
How has mobile technology 
changed everyday business 
functions in Japan? 
It hasn't had much impact yet 
at the business or commercial level. 
There's a lot of use of the technology 
at the consumer level: to make use 
of time that is usually unproductive, 
like when you're on the train or 
you're waiting for the train, and you 
use the technology to both send and 
read email. 
So it's everyday people using the 
technology to make their lives a 
little easier? 
Exactly. It's not sales people, or 
customer service people, or traders. 
Those people do use it, but the 
impetus for the mobile technology 
is really you and me as individuals 
rather than as professionals. It's 
people reading their email when 
they're out and about, or finding 
out which friends are nearby at 
the spur of the moment when they 
realize they unexpectedly have an 
extra hour in their schedule. 
Could you call this a social fad? 
Yes, in Japan it is a social fad. In 
the 16-19 age group, the penetration is 
over 50%-anyone who can afford it. As 
age goes up, use drops off drastically. 
It's mainly teenage women who have 
spearheaded this fashion. 
There's a whole set of reasons for 
this. One is that the women stay with 
their families for a much longer period 
than in the U.S. They also work, but they 
don't have very many expenses, so 
there's a lot more disposable income, 
and it just caught on as a way for people 
to communicate. The other significant 
thing is that if you take a typical U.S. 
home, there's space for you to have your 
own computer and access to the 
Internet. In a typical Japanese home, 
"The Internet is 
mostly an America-
centric phenomenon, 
but the mobile part 
is not very U.S.-led." 
there aren't that many private spaces. 
So there's not as much of a precedent 
for having email chats or sending mes-
sages in private. 
How are you going to use what you 
learned in Japan to further knowledge 
and research? 
I'm interested in the portability of 
the Japanese model of the mobile space. 
What will it mean, and what challenges 
will we in the U.S. face, in creating a 
global mobile space? What's made this 
phenomenon work in Japan, what are 
the socio-demographic haracteristics 
that made it work in Japan, and are they 
directly transferable? And if they're not 
directly transferable, what lessons can 
we learn, especially since we're in a 
global world, in trying to expand the 
mobile space? 
Here's one important lesson: When 
you look at the Internet, it's by and large 
an U.S.-centric phenomenon, with all the 
emphasis on Silicon Valley and the 
dot.corns. But the mobile part is not very 
U.S.-led. The coverage and features are 
poor here, and very few people actually 
use it, relatively speaking. By contrast, 
in Japan, many mobile users have never 
accessed the Internet before they start 
using their mobile devices, so it's truly 
the mobile part that is central. 
Are there other US-Japanese 
differences? 
For us, if you combine mobility and 
the Internet, it's not currently a very 
compelling value proposition. Here, 
when we go into buildings, we have high-
speed network access, and when we get 
outside, it's just a matter of going to 
somewhere nearby that can give us high-
speed network access. So in a sense we 
think of the mobile Internet as function-
ality that we already have, put on a 
mobile device. Our instinct has been to 
take Web sites and squeeze them down. 
But in Japan, they're asking, "What can 
I give you that is mobile-specific? How 
do we develop and transmit information 
made for the mobile user, as opposed to 
taking information made for the Internet 
user and making it accessible from 
mobile devices?" If you've given users a 
lot of information for free and then for 
the same information you want to 
charge for it on mobile, people aren't 
going to use it. Why would you look at 
z 
the NY Times on mobile when you can learn from this and figure out 
can come to your office or home and what it means for different compa-
access it easily? nies in the US and across the globe. 
All of a sudden, we're seeing ads 
from AT&T about mlife. Is this 
the US version of the Japanese 
model already? How is it the same 
-or is it? 
It's not quite the same in terms 
of the technical functionality. But in 
terms of thinking about how mobile 
technology shapes our lives, there is 
some similarity. AT&T has an 
alliance with NTT DoCoMo and it 
will not surprise me to see them 
influencing the positioning and 
functionality of mLife. 
What applications do you think will 
be most important or successful? 
Depending on where you are 
and what you need, certain informa-
tion is more critical. If you want to 
access something with a lot of 
graphics, you would never want to 
do this in the mobile space. But, say, 
if you're near a restaurant and 
you're thinking about eating out and 
the restaurant is able to give you 
25% off, that's where the device 
helps you make decisions. Or you're 
waiting for a train that's delayed, 
and you want to know which friends 
are in the area to meet you for a 
quick coffee. 
The point is that in Japan, the 
pricing model is based on informa-
tion that is very timely, so people 
can do something specific with it 
at that time. It's targeted, highly 
focused information. So maybe we 
The other big lesson I learned 
is that, here, if you look at these 
devices, they're manufactured by 
telecommunications companies. 
"Why would you 
look at the NY 
Times on mobile 
when you can come 
to your home or 
office and access 
it easily?" 
Whereas in Japan, it's not seen as a 
telephone, it's ~een as a consumer 
electronics device. 
Consumer electronic companies 
understand the design sleekness 
that's required to get people to walk 
around with this. They understand 
that when you walk around with 
your Walkman, it's an extension of 
your personality. Here, a cell phone 
is are usually clunky, because we 
think of it as a telephone device, 
whereas it's not a telephone device 
at all-it's more of an electronic 
device that people want to show off. 
So there are some interesting ques-
tions about who will capture value 
with the mobile space. Is it really the 
technology industry, or the fashion 
or electronic industry? 
Reach Profes sor Venkatram an at venkat@bu.edu 
Global Mobile Innovations 
and Insights: Projects from 
a New Initiative. 
The GMII is supported by a $10 million grant 
from Lucent to forge a research partnership 
between three leaders in global management 
education: Boston University, The London 
School of Economics, and INSEAD. The first 
three initiatives under this grant address con-
sumer usage, a health care application, and 
executive information systems for decision 
making. GMII Faculty Research Director: Nalin 
Kulatilaka, Finance (nalink@bu.edu) 
Mobile Consumer Lab (MCL) 
Challenge: As firms consider investing 
in innovative products and services for 
the next generation wireless environ-
ment , they face the reality that little is 
actually known about how this new tech -
nology will influence consumer behavior. 
Solution: MCL's goal is to provide an 
environment in which multiple partners 
(operators, product firms, reta ilers , etc.) 
can effective ly collaborate to test how 
mobile Internet offerings could signif i-
cant ly change the way consumers learn 
about, acqu ire, and ultimate ly use a wide 
range of products and services. The MCL 
uses a panel of consumers in both the 
United States and Europe as a means 
to collect both primary usage behavior 
data as well as secondary persona l and 
att itudinal data to evaluate specific 
mobile product or service concepts. This 
university-based initiative allows the 
researchers to carefu lly manage the 
privacy issues inherent in any locat ion-
sensitive offering (for example, by provid-
ing a coupon based on both purchase 
history and location) . 
Market vision: A service offered through 
a mobile device , selling on-demand, 
immediate alternative directions to 
urban drivers in a traffic jam or near an 
accident. 
Contacts: Ganesan Shankaranarayanan, 
Information Systems (gshankar@bu.edu); 
C.B. Bhattacharya, Marketing (cb@bu.edu) 
Mobile Patient Project (MPP) 
Challenge: Health care systems today 
operate at maximum capacity. It is not 
unusual to find patients with sophisticated 
equipment queued up in the hall awaiting 
an empty room or service facility. In 
such environments , the slightest delay 
can quickly spread to adjacent service 
centers. The result is a classic "traffic 
jam ." Service time degrades, long lines 
develop, and frustration on the part of 
both the patient and the health care 
professional soars. 
Solution: The MPP focuses on ways to 
reduce process variabi lity by exploring how 
perfect information on patient location and 
movement can enable the provider to 
dynamically reallocate resources (both 
staff and physical faci lit ies) to dramat ically 
improve service qual ity. The project is 
proactive ly introduc ing patient locat ion sys-
tems in hospitals to test the impact of the 
resulting informat ion on process effective-
ness. Current ly, two hospita ls in the 
Boston area have indicated a willingness 
to partner as experimenta l test sites. 
Market vision: A mobile Internet device 
that relays information about a patient's 
location in the case of travel delay, acci-
dent , or even disaster. 
Contacts: John Henderson, IS 
Uhender@bu.edu); Eugene Litvak, 
Operations Management (litvak@bu.edu); 
Michael Shwartz, OM, (mshwartz@bu.edu) 
The Real Vision Lab (RVL) 
The RVL was established to enhance executive 
and cross-functional management team deci-
sion making mechanisms underlying business 
processes. RVL's research supports the 
strengthening of both the processes and 
contexts of deliberation through the creative 
use of emerging information technology. 
Challenge: Increasing complexity of exec-
utive and cross-functional management 
team decision-making in the new dynamic 
economy. 
Solution: The RVL is applying the creative 
use of emerging information technology to 
existing know-how in the areas of executive 
information systems , group collaboration , 
expert systems , and multi-media technolo-
gies. The goal is to develop new models , 
Theorizing the Future of 
Strategy: Questions for 
Shaping Strategy Research 
in the Knowledge Economy 
Chapter authors: N. Venkatraman, 
Information Systems (venkat@bu.edu); 
Mohan Subramanian (Boston College) 
Much is being said today about how our 
economy is being transformed into a 
knowledge-based economy. There is a 
growing belief that intangible knowledge-
based assets are replacing tangible 
assets as the primary impetus behind a 
competitive advantage. Scholars and 
practitioners alike now appear to think that 
the traditional rules of competition may be 
increasingly losing relevance in this new 
economy. There is a pressing need for 
organizations to find and embrace "new" 
rules to survive and prosper. What are 
these new rules? How do they challenge 
our traditional ideas of strategy? What 
ij) rections should future research in 
strategy take? This chapter provides a 
framework to discuss these issues. 
visualization metaphors , and information 
architectures that can significantly enhance 
the effectiveness of executive decision-
making. The RVL explores the subtle 
aspects of individual and group decision-
making across time and distance , as well 
as the complexity of decision-making mech-
anisms underlying real-world processes. 
Market vision: 3-D visualization capability 
of a proposed supply chain that will 
enable executives to better anticipate 
and allocate resources for future opera-
tional needs and production processes. 
Contacts: P.R. Balasubramanian, IS 
(bala@bu.edu); Sean Willems, OM 
(willems@bu.edu); Frederic Brunel, Marketing 
(brunel@bu.edu) 
Chapter 20 in Handbook of Strategy and 
Management. Eds. Andrew Pettigrew, 
Howard Thomas, and Richard Whittington. 
Sage Publications, U.K. 2001. 
Innovative IT Climates: 
CIO Perspectives 
Working Paper authors: Stephanie Watts 
Sussman, IS (swats@bu.edu); John C. 
Henderson, IS (jchender@bu.edu) 
Sussman and Henderson examine how IT 
organizations create innovative climates in 
order to enhance their capabilities for 
meeting the challenges of highly dynamic 
and cross-functional work. For these organ-
izations, a key role of the CIO is to build 
and maintain an agile and innovative cli-
mate within the IT organization itself. This 
study explores the concept of innovative IT 
climates through analyses of interviews 
with 36 high performing CIOs. The authors 
begin by reviewi,ng past literature on orga-
nizational climate and use this to build a 
theoretical framework characterized by four 
key subdimensions of innovative IT cli-
mates. These subdimensions are richly 
described in the words of CIOs inter-
viewed, using first-order data at both the 
individual and institutional levels. Inductive 
grounded-theoretic methods are then 
utilized to develop two additional subdi-
mensions of innovative IT climates. The 
findings expand our theoretical under-
standing of the IT climate and provide 
practitioners with specific examples of how 
CIOs are actively working to create innova-
tive IT climates in their own organizations. 
Download at http:/ / management.bu.edu 
/ wp/ itclimates.pdf 
Tracking the Physical and 
Information Product Flows in 
Mobile Patient Service Supply 
Chain: A Real-Vision Lab Approach 
Working Paper authors: P. Balasubramanian, IS 
(bala@bu.edu); Ganesan Shankaranarayanan, 
IS (gshakar@bu.edu; Richard Wang, IS 
(rwang@bu.edu) 
Excellence Recognized 
Congratulations to Boston University 
faculty and doctoral students , many of 
whom were cited for outstanding academ-
ic contributions during the Academy of 
Management's annual meeting. BU schol-
ars delivered over 25 papers and reports , 
and received 5 major awards. Details at 
http: // management.bu.edu / smg/ news 
Women's Leadership Forum 
The Women's Leadership Forum pres-
ents Utilizing Your Leadership Tools: 
Money, Technology and Mentoring 
Sponsored by the Council for Women's 
Entrepreneurship and Leadership (CWEL) 
and the Entrepreneurial Management 
Institute (EMI) at Boston University 
The authors present the concept of a 
Virtual Business Environment (VBE) that 
supports dynamic decision-making and 
examines the implications for data quality 
in such environments, focusing on hospi-
tal operations and patient flows. It 
describes the critical need for high quality 
information and the tracking and measure-
ment of quality in such environments 
where real-time data is collected and 
used. An important issue is the need to 
seamlessly integrate real-time data and 
data collected by traditional means. The 
authors propose an architecture that 
addresses this need, taking into account 
the primacy of visualization in managing 
information quality: information product 
maps (IPMAPs) that represent the cre-
ation, processing , and consumption of 
information products. Quality dimensions 
incorporated into the IPMAP permit the 
information manager to examine the 
quality of the product under different 
scenarios, through the use of a VBE. 
Download at http:// management.bu.edu 
/ wp/ tracking.pdf 
School of Management, 595 
Commonwealth Avenue, Boston , MA 
Date: March 30 , 2002 
Keynote Speakers: Merle Okawara, 
Chairman , JC Foodsnet Co., Ltd., 
former President , e-Bay Japan 
Rayona Sharpnack, Founder and 
President, Institute for Women's 
Leadership 
Register and get more information see 
http: / / management.bu.edu / research 
/ emi/ WLF 
MS • MBA Program Launched 
The School of Management launches its 
innovative new MS• MBA program. Visit 
http:// management.bu.edu/g po/m smba for 
program and curriculum details. 
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